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Interim Recommendations on Oruanizational Matters 
At ICW93, the Group requested the Oversight Committee to prepare 
proposals for increasing the effectiveness of the CGIAR's central structure. 
The attached memorandum entitled "Interim Recommendations on Organizational 
Matters" prepared by the Oversight Committee is in response to this request. 
Members of the Group will be able to discuss and reflect upon the 
recommendations contained in the memorandum under the theme Strengthening 
CGIAR Governance and Organization and to decide on the next steps. 
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INTERIM RECOMMENDATIONS ON ORGANIZATIONAL MATTES 
The CGIAR Oversight Committee (OC) is in a position to make an initial set of 
recommendations in three areas: operations of TAC, sharing responsibilities for central functions, 
and representation of developing countries in the CGIAR. The OC does not wish to delay these 
recommendations until ICW 94 (when other recommendations are expected to be made) in order not 
to impede progress in these areas. 
Operations of TAC 
The OC considers TAC as a pillar of the system. This view was confirmed when all 63 of 
the respondents to the OC’s questionnaire survey noted that “there is a continuing need for the 
CGIAR to be served by a standing independent advisory committee in the future. ” 
The OC would like to make three recommendations regarding the role and composition of 
TAC. 
First, TAC should address mainly scientific and technical matters. The OC recognizes that 
scientific and technical matters are related to finance and management concerns and that these may 
need to be considered in the context of the scientific/technical subject being examined at the time. 
TAC should be responsible, in the first instance, for the relevance, quality, effectiveness, and 
scientific integrity of the CGIAR’s programs. 
Regarding financial matters, the Finance Committee and TAC have started a dialogue on the 
sharing of responsibilities in this area. One possible division of labor is for TAC to take the lead 
role in reviewing and making recommendation on medium term plans while the Finance Committee 
takes the lead in reviewing and making recommendations on annual budgets (seeking advice from 
TAC as needed). 
Regarding management matters, TAC should be consulted on major system management 
issues as these often have programmatic implications. TAC and the CGIAR Secretariat should 
continue.to carry out external reviews of centers jointly covering both the program and management 
aspects. 
Second, the primary criterion for membership on TAC should be competence. TAC should 
consist of a reasonable balance of expertise on disciplines, sectors, activities, gender, ecoregions, 
and developing/industrialized countries but with no binding rules on representation for any category. 
Members should be expected to address broad science policy questions. Ad hoc panels would be 
relied on for specialized expertise. 
Third, the size of TAC should be smaller than at present. The median response to a question 
in the OC survey on the “optimal size” of future TAC was a g-person committee. The system’s 
current emphasis on ways of improving efficiency also extends to the operations of TAC. While the 
optimal size question can be debated, the OC is convinced that TAC’s job can be handled with a 
committee smaller than 14. The incoming TAC Chair should study the question of TAC’s size, 
purpose, and composition. 
Sharing Responsibilities 
for Central Functions 
The questionnaire survey of the CGIAR community conducted by the OC yielded valuable 
comments on responsibilities of various central bodies in the carrying out of system-wide functions. 
The fact that there was not a single case where the CGIAR community was unanimous on the body 
that should carry the main responsibility for a function illustrates how much the operations of the 
CGIAR system depend on cooperation and consultation. Nevertheless, the survey pointed to some 
directions, which are not radically different from the current arrangements, which form the basis of 
the following OC commentary on sharing of responsibilities. 
Formulating vision and strategy. Formulating vision is a collective function with inputs 
needed from all segments of the CGIAR and its external stakeholders. The respondents to the survey 
identified this area as the one that should be assigned highest priority in the OC’s 1994 work 
program and the OC as the committee that should maintain an oversight role on a regular basis. The 
OC sees its role as ensuring that the system has a relevant and clearly understandable vision and 
strategy, but not as formulating it itself. TAC should take the lead responsibility in spelling out long 
and medium term strategy with inputs from the centers and the CGIAR Secretariat. 
Setting program priorities. This has been one of TAC’s most important responsibilities and 
it should continue to be so. The OC can play a general oversight role on behalf of the system. 
Formulating resource allocation proposals. The formation of the Finance Committee can 
relieve TAC of major responsibility in this area, but introduces added complexity. Resource 
allocation and program development must be integrated. As noted among the suggestions regarding 
TAC above, TAC could take the lead in making recommendations on medium term program and 
budget pIans whiIe the Finance Committee could take the lead on annual budgets. As now, TAC 
would be expected to be working closely with the CGIAR Secretariat when it gets involved with 
budgetary matters. The Finance Committee shouId carry the oversight responsibility in resource 
allocation matters in general. 
Mobilizing resources and building constituency. This is another area where all segments 
of the CGIAR community would be expected to contribute to the common goal of ensuring 
continuing strong and stable support to the CGIAR. The Finance Committee has the main role in 
formulating new strategies for resource mobilization, including new funding mechanisms that provide 
greater stability. The CGIAR Secretariat is best placed to carry the main constituency building 
responsibility, in close collaboration with CDC and its Public Awareness and Resources Committee 
(PARC) and with the CGIAR Public Awareness Association (PAA). The Finance Committee should 
carry the oversight responsibility in this area. 
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Ensuring accountability for program and management performance. One of TAC’s main 
responsibilities is to ensure the quality and relevance of CGIAR’s research and research related 
programs, which it performs, in part, by commissioning external program reviews of individual 
centers and stripe reviews across centers. The CGIAR Secretariat has responsibility for management 
aspects of reviews of centers. TAC and the CGIAR Secretariat have merged the one-time separate 
program and management reviews of centers and coordinate the review process jointly. The OC 
does not see a compelling reason to modify the current arrangements at this stage. The oversight 
responsibility in this area falls within the mandate of the OC, which, incidentally, carried the title 
“Evaluation Committee” when it was first proposed to the CGIAR at the San Juan Meeting by the 
Deliberation and Decision-Making Working Group. 
Providing administrative and management support to the CGIAR. This is the main 
business of the CGIAR Secretariat and the OC carries the responsibility for general oversight in this 
area. 
The Secretariats 
The OC explored the possibility of whether a single secretariat format could serve the needs 
of the CGIAR and all its committees better than the present two secretariat format. The Committee 
explored the options informally with FAO. Based on this consultation, and after weighing political 
and efficiency considerations, the OC recommends continuation of the present secretariat 
arrangements for the foreseeable future. However, given the current responsibilities of TAC and 
the CGIAR Secretariat and the continuing need for TAC to depend on the CGIAR Secretariat for 
expertise in finance and management, the Committee suggests that the two secretariats intensify their 
efforts to jointly plan and implement their common work program. 
At the last ICW the CGIAR Secretariat was asked to keep a number vacant positions unfilled 
pending the outcome of the OC’s examination of the CGIAR’s central structure. As this examination 
has not resulted in any structural change, the OC encourages the Secretariat o proceed with staffing 
its vacant positions in a way to ensure that it has access to all the expertise necessary for carrying 
out its corporate responsibilities. The OC believes the CGIAR Secretariat should include science 
expertise with a view to ensuring there is a link between the science and policy making in the system 
and the CGIAR is represented at international scientific meetings. 
Representation of Developing Countries 
Responses to the Oversight Committee questionnaire survey ranked developing country 
representation as a high priority area of attention for the Oversight Committee. A majority of the 
respondents felt that the products and services provided by the CGIAR were those needed most by 
the NARSs in developing countries (although, interestingly, one-third “didn’t know”). There was 
clear recognition of need for greater involvement and participation of NARSs in the production of 
the outputs (products and services) of the CGIAR. And most respondents identified scope for greater 
involvement of NARSs in policymaking and oversight at the system and/or center level within the 
CGIAR. 
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The Oversight Committee had a very constructive interaction with FAO concerning the 
representation of developing country views within the CGIAR forum. The CGIAR clearly values 
the regional representative’s contributions to its deliberations and decision-making process and wishes 
to see this collaboration continued and further strengthened. FAO on its part views positively the 
contribution of the CGIAR to the goal of increasing agricultural production and productivity in 
developing countries. FAO wants to continue to support all efforts at bringing the views and 
concerns of the developing countries to the attention of the CGIAR. With the view to making the 
regional representation more effective and better able to reflect the views and aspirations of 
developing countries relative to CGIAR activities, a number of areas of improvement were jointly 
identified as fohows: 
a. To ensure the continuity of high standards by drawing on the wide range of talents 
in the various regions, it is proposed that candidates be nominated and reviewed 
before selection. Continuity of Regional Representation should be encouraged. 
b. The Regional Representatives should be allowed more time ahead of the CGIAR 
meetings for briefings and reading/preparing themselves for the meeting. 
C. The capacity of the Regional Representatives to solicit the views and comments of 
NARS in their region and to provide feedback to them on the outcome of the CGIAR 
meetings should be increased. 
d. Interaction of Regional Representatives with other members/donors of the CGIAR 
should be facilitated. 
e. FAO is requested to consider representation from Eastern Europe and NIS as 
suggested in the Oversight Con-n-&tee’s paper on the issue (April 20, 1994: 
MT/94/11). 
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